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Project Management Guidelines

Overview

Section 86-1506 (5) directs the NITC to adopt guidelines
regardi ng project planning and managenent. The goal of project
managenent is to achieve the objectives of the project on tine
and within budget. Project nanagenent should define the
responsibilities of project sponsors, and provide for adequate
nmonitoring and reporting to the appropriate managers of the
sponsoring entity and policy makers. It should allow a neans to
document benefits, nonitor the scope and conpletion of projects,
and conpare costs.

The size and conplexity of a project will determ ne the approach
and structure required for good project nanagenent. Smal
projects may require only informal procedures. Large projects
may require professional project managers and a formalized

proj ect managenent net hodol ogy.

Proj ect managenent is essential for projects that present unusual
or high risks. These risks nay include:

e Technical (such as new technologies to the state or the
sponsoring entity),

e Work processes (such as new functions or different ways of
perform ng functions),

e (Oganizational (such as dealing with multiple organizationa
entities),

» Legal, contractual, regulatory, or

e (Qher (such as systemsize, funding linitations, project
duration, tinetable flexibility, technical or business
conmpl exity, inplenmentation challenges, inportance to the
operation of the organization, or interrelations with other
syst ens).

The NITC i ntends to devel op standards and gui del i nes regarding
proj ect planning and nanagenent that are supported by the Project
Managenent Institute (PM) through the Project Managenent Body of
Know edge (PMBOK). PM is the |eading nonprofit professiona
association in the area of project nanagenent. PM establishes
proj ect managenent standards and provi des sem nars, educational
prograns and professional certification to the project nanagenent
profession. The PMBCOK is an inclusive termthat describes the
sum of know edge within the profession of project nanagenent.

The PMBOK describes a project as a tenporary endeavor undertaken
to create a unique product or service. Types of information
technol ogy projects may include feasibility studies, research
efforts, information technology strategic or other planning
initiatives, systeminplenentation, or devel opnent projects.

Planning and Project Management

1



UNITED 2000 Nebraska's Statewide Technology Plan

These general procedures for project managenent and
i npl ement ati on include three conponents:

e Project Charter (to sumarize expectations and
responsibilities)

e Project Inplenentation Plan (to provide the detail ed anal yses
t hat guide the project from beginning to concl usion)

* Project Tracking and Reporting (to communi cate the progress of
the project conpared to expectations)

Applicability

Al'l state agencies and public higher education institutions using
state appropriations for information technol ogy shoul d adopt

proj ect managenent and i npl ementation procedures, such as those
presented in this guideline. Al political subdivisions and
maj or public service organi zati ons should adopt simlar policies
to gui de project managenent and inplenentation.

State-funded entities should follow these or simlar project
managenent gui delines for major projects and projects that have
statewi de strategic inportance.

A "major project" includes projects that would have a significant
effect on a core business function of the sponsoring

organi zation. In addition, any project that would incur total
cunul ati ve expenditures of $250,000 or nore shoul d be consi dered
a mmj or project.

A "statewi de strategic project"” affects nmultiple governnent
prograns or departnments. These projects may iInvolve interfaces
wi th other applications, provide data to or receive information
from ot her applications or governnment programs or organizations.
Statewi de strategic projects nay inpact state and | ocal
governments, private industry, citizens, or state enpl oyees
beyond the sponsoring agency within a departnent or beyond the
responsi bl e departnent. Statew de strategic projects inpact the
state and its citizens froman enterprise perspective that is
broader than the sponsoring organization

Instructions

Project Charter

The project charter is the primry docunent that sets
expectations for the project anong the stakehol ders. The
responsi bl e manager within the sponsoring entity should commit to
the conpletion of the project within the paraneters of the
project charter. The charter will set forth the project scope,
schedul e, budget, and benefits. The project charter also:
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Identifies the project sponsor, project manager, and
responsibility for project success

Sets baselines to assess progress

Docunent s assunptions which nust hold true for the project to
satisfy expectations

Provides a neans to nodify project expectations and
deliverables, if changes occur

The contents of the project charter should include:

Proj ect Description. Include a brief description of the
pur pose of the project in non-technical terns.
Proj ect Scope and ojectives. Include one or two paragraphs

defining the project scope and objectives in terns of the
speci fic business functions the project will support. Refer
to an expanded definition of project scope in the supporting
material, if necessary.

Schedul e. Set deadlines for project deliverables. Define
when the project starts and the projected conpletion date.
Docunent major nilestones that should be finished at certain
dat es.

Staffing. ldentify what skill sets are required on the
project and who is responsible for specific activities.

Total Devel opnment Cost. Include the current total devel opnent
cost estimate for the project fromthe initial Project Plan or
as revised in the Project Inplenentation Plan. Include a
sumary of staffing requirenments and costs.

Total Net Cash Flow. Provide the cash flow of the project for
the entire life cycle.

Fundi ng Source. Document the source of funds and indicate any
conti ngenci es.

Sunmary of Benefits. Include a brief list of tangible and

i ntangi bl e benefits for the project. Refer to an expanded
presentation of project benefits in the supporting material,
i f necessary.

Risks. ldentify major risks associated with the project and
what action is anticipated to mtigate them

Responsibilities. Docunent the responsibilities and authority
of the major participants, including the sponsor(s), project
manager, and ot her persons who control different variables
that affect the success of the project.

Signature bl ocks for approval. Signatories are the agency
head or appropriate manager within the sponsoring entity,
proj ect manager, and other stakeholders, if nmultiple units of
government are invol ved

Project Implementation Plan
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Each project nanager should devel op, nmaintain, and foll ow a
written plan that defines project goals, processes, and resource
estimates (in ternms of schedule, cost, and devel opnent). The

i npl ement ati on plan nust be updated throughout the life of the
project to accurately reflect the current plan. The

i npl ement ati on plan should revi ew and update the origina

I nformati on Technol ogy Project Proposal that served as a decision
docunment for funding. The inplenentation plan serves as
supporting docunentation for the project charter.

The project inplenentation plan should sunmarize the results of
any detail ed devel opnent planning, including the requirenents
definition, the general design, and feasibility study.

The project inplenmentation plan should include a well-defined
probl em statenment with well-defined busi ness and technical
requirements that assure the information technol ogy sol ution
satisfies the business need. Requirenents nust be thoroughly
document ed and understood by the project team Changes to

requi rements nmust be nanaged throughout the life of the project.

Ri sks associated with each information technol ogy project should
be identified, analyzed, and prioritized. Ildentified risks
shoul d be controlled through the processes of project planning
and monitoring. Risk identification and managenent nust be

i nt egrated conmponents of project managenent and risks nust be
conti nuously assessed and anal yzed during the life of the

proj ect .

Project Tracking and Reporting

Proj ect managers shoul d continuously track the progress of all
projects against the project inplenmentation plan. Project
tracki ng invol ves nonitoring and review ng the project
accompl i shnents and results agai nst docunmented esti nmates
contained in the inplenentation plan, and adjusting these
estimat es based on the actual acconplishnments and results.
Proj ect tracking and reporting should serve the needs of:

* Project nmanagenent
* Project sponsors
 Agency directors

« Policy nmakers

Close attention to basic control principles wll inprove the
success of projects. Achieving this requires a disciplined
approach to tracking project status, anticipating potential
problens that may arise, and quick attention to resolve any
problens. Project tracking and reporting should include the
foll ow ng m ni mum conponents, with a conpari son between esti mated
and actual status for that tinme period.

e Changes to project sponsorship, nanagenent, or organization
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e Project schedule and milestones (including changes to
schedul ed dates for key deliverables or mlestones and pl anned
compl etion date)

e Project budget (including cash flow and fundi ng sources)

* Project scope, objectives, or requirenments (if any changes
occur)

« Summary of acconplishnents since the |ast reporting period

e Sunmary of past, current and future issues (including steps to
mtigate actual or potential problens and an updated risk
anal ysi s)

Project tracking methods and requirements will vary by project, based on the size, cost,
complexity, and impact on the affected organizations. The management of a project includes
processes for tracking and communicating project status and performing risk assessments. The
formality of this tracking process may change, based on the specific project. The project manager
has responsibility for tailoring all elements to meet the specific needs of the project. These same
factors will affect the frequency of reporting, whether monthly, quarterly or less frequently. All
projects should have afinal report that summarizes final costs, issues, and lessons |earned.
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